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ABSTRACT

; ~ Many counselors, psychologists and other growth
specialists functioning in institutions seek ways of improving them
but are frustrated by feelings of lack of personal influence or
~expertise. Atteapts at change are often aborted or actually
;;E:ogranaed for failure by professionals who expect rejection of their
. 1deas. In many instances, professionals do not even try to initiate
< .change because they are at a loss as to how to begin in their
~particular settings., This paper describes a model developed by a team
~of multi-disciplinary professionals which facilitates institutional
~change through training in group process, using Action Group
Counseling (AGC). AGC is a teaching-learning model which integrates
knowledge, skills and feelings in an intensive theme-centered group

experience which involves subject content, personal feedback
practice, evaluation and reinforcement. (Author) o -
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Howard Norris, Ph.D. Queens College, CUNY

Many counselors, psychologists, and other growth gpeclalists functioning
in institutions seek ways of improving them. However, bureaucracies often
tend to frustrate attempts at significaut changes and to foster feelings of
relative powerless among professionals, Some of this frustration and power=~
legsness is self Imposed based on a feeling of lack of personal influence or
know-how, Expecting failure or rejection, attempts at change are either
aborted by the professional or actually programed for failure, Others do not
¢7en begin because they don't know what to do in their situations.

A Team of multi-disciplinary professionals at Queens College, City

. University of New York and The Relationship Development Center of Scarsdale,

New York developed a model which facilitates ingtitutional change through
training in group process using Action Group Counseling as the teaching-
learning experience. '

Adaptations of counseling theory and method to institutional change
assumes that conscious change begins with an individual. The professional
is a person, not a role. When he sees himself as competent, creative, and
powerful he is more likely to take constructive act{on than if sees himself
as powerless. These feelings can be reinforced through counseling.

The following areas are among those that need to be recognized and dealt
with in training aose who would make changes.

A. The personal feelings, attitudes and sensitivities of those
who would be change agents. |

B, The knowledges and skills that need.to be acquired.
C.‘ The new channels of communicatibn that have to be opened up;

D, The new perspectives that néed to be discovéredﬂabbut the people
and the situation where changes are being formulated. E

~ E. The conversion of thinking about institutfons and positions to
~ thinking about. people. G T
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_ The system of Action Group Counseling is easily adaptable to
accomplishing the above goals. It provides for the integration of
feelings, knowledges, and skills that are raquired to produce action and
change.

Definition of Action Group Counseling

Action group counseling is a teaching learning model which integrates
knowledge, skills, and feelings in an intensive theme centered group experience
which involves subject content, personal feedback, practice, evaluation, and
reinforcement.

Motivation s seen as the key action. Until the individual translates what he
hes learned into constructive action, he has not learned it sufficiently, This
. i as important in counseling as it 18 in competency-based education programs.

_ Using motivation theory as the vehicle for action, the dynamic steps
in cownseling the individual avre:

A. Help the person in an atmosphere of personal acceptance to '
recognize his goals and clarify them. ‘

B.” Help him become aware of himself and his own feelings, his affect
on others, how he communicates,_and the affect of others upon him,

¢. Help him become aware of his own self-defeating behavior and 
attitudes.

D. Help him identify and préctice new constructive behavior toward
gelf-enhancing goals in the counseling situation and in other
relevant life situations. '

E. Help him by providing positive reinforcement and encouragement for
"~ constructive goal-directed behavior in counseling and in other life
situations. ‘ , ;

- 8ummary of Sequence and Methodology in Actionecfoup Cgpnseling

1, Thewes:

 get a theme directly related to the group's purpose in belng convened, -

. The theme is subject to constant change and, evolution n terms of emerging iy

o ds and processes. Some sauple theme 1agrouwp
, dealing w




2, Acceptance:

Give each person an opportunity to bérticipatekin his unique way and
to be accepted as a person and as a group member.

3. Salf-Awareness, Awareness of QOthers, and Féedback:

Sensitize each person through feedback to his own modes of communication;
fiow he affects others and how they and the group process are affecting
hime all in relation to the theme. Repetition of this process all
through the group deliberations. ‘

a. Identification of étrengths and skills in communication;
self-assertion; ability to help others; and conpetencies
related to the theme that are already being practiced.

b, TIdentification of problems in communication and self-limitations
such as: Inconsistencies, fears, perfectionism, jealousy,
difficultios in relating. Identification of skills, knowledge
and competencies that are lacking. :

¢. Identify personal needs involved in relating to others and
ability ‘o receive, give, take, help, and cooperate in one's
own behalf and in behalf of another- person.

d. Use new awareness ﬁo clarify relationships amohg goals, needs,
and behavior, ' -

4, Challenge and Confrontation:

Some confrontation of defenses and challenges to less effective
behavior related to the problems identified and theme-compatencies
desired, The confrontations deal with &mmediate functioning at

a level of present awareness and willingness to. deal with them,
The individual is not forced, Nom-verbal techniques and imagery are
‘often effective in this phase and in suggesting new directiony for
‘behavior. : ' ' i RIS R S

5, Practice:‘,

 Practice the theme centered bchavior, For example, members  counsel ’
. one another for real - not role-playing - lead counseling groups -
' among themselves, engage in role-playing, simulation exercises, =
. imagery, games, group sculptures, and demonstrations. ' They raceive
. constant feedback from the subjects of their efforts, from observers,

Rt deo-tape playbacks, They aro also |
-, One;
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" Field visitations and demonstrations can algo be effactively utilized. 

appreciation they can correct old perceptions and modes of behavior. -

Evaluation and Iﬂt§gra£igﬂ;

be aimilar for other themes, but the experiences provided would be
altered so that the needed behavior would be practiced, Members
are encouraged to pructice the new behaviors outside of the group.

 For counselor training purposes it is highly desirable that the

menbers begin almost fmmediately to counsel with individuals and
lead counseling groups outgide of their own mewbership under close,
immediate supervision. '

Learning New Behavior:

Strong personal motivation to learn new ways of behaving is generated
by all the foregoing. The energy is directed toward identification
of new behavioral possibilities through experimentation, reading,
questioning, observing and imitating others. The group leader or
trainer becomes an important model for new behavior. ‘

Learning Information:

Knowlcdge and informatfon related to the theme arise out of the group
experiences and are discussed. The group leadexr and group members
serve as resource persons, members vead pertinent litersture, and
geek additional information and resources outgide of the group.

However, all information is related directly back to the self in
terms of personal feelings, growth, competency, needs and goals.

Rap_Groups to Tmprove Perception:

Rap groups are organized involving the members with representatives of the
population that the theme-centered behaviors are most directed toward., It
might be'students.with;reptesentative'teachers or parents or prospective
employers; counselors with members of the general public or students, or
teachers or administrators, They are encouraged to communicate relative to
the theme as persons rather than as helper and helped, authority and sub-  ~
ordinate, - In this way they discover how different groups of people other
than their immediate peers feel and relate to the theme, With this new - -

It s necessary to cognitize the experiences by reflecting upon and .

- discus$ing’whatihasfbegn‘happehihs’and,Beéing{hQW,ﬁeélinss.?kndwlédgé;;i:
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Continued Encouragement and Feedback:

The leader and group members encourage and reinforce the continued prectice
of new, effective behavior and deepen the interpersonal relationships

with increasing concern for one another and iIncreaging helpfulness to

one another.

Implementatioﬁ of the Theme:

The group assists the individual in planning how the behavior can be
used outside the group and encourages its use in other situations.
These are reported in the group in many ways: oral and written
descriptions, audio and video-tape recordings, observer reports,
formal instruments to measure new behavior. The person recleves
feedback on and reinforcement of his efforts,

Leadership:

The leader engages directly with the group members in all the above
phases. He s a model of an Increagingly mature, effective, sensitive,
caring, and growing person. He 13 accepting of all group members, but

{s not timid about challenging and confronting an individual in the
person's behalf or of challenging the group in its behalf. He deals with
all of the emotions in the group including joy, frustxation, enger,
hostility, and helplessness. He helps to reinforce strengths, as well

as to deal with weaknesses. He seeks feedback and challenges in behalf
of his own growth and participates in self-evaluation related to the
theme and his own behavior in the group. : S ’

The leader demonstrates many of the skills, knowledze, and behavior
desired. He emphasizes here and now experiences. When something is
brought into the group from outside, he can use role-playing, imagery, -
or seeing how that behavior is reproduced in the group itself to make .
i1t a here and now experience. He deals with digfesSions'from‘the A
theme and resolves them before returning to the theme. He reacts to
behavior rather than trying to interpret it. ‘He suggests that each
person speak for himself and not for another or in gensralizakions,

,‘He,encOurages*ralevahcfactivitieSgoutside of'the'grqup, espe¢1a11y,fr»._yﬁ

inplementation of the theme.

Repetttion:

_ The various st equence will occur almost simultaneously

_ However, the emphasis and major ¢ ent{
sequence suggested above. ' The steps
evolve o




- context of principles o
~ process of counseling e

14, Follow-up:

After the group is terminated, it is desirable to reconvene after
‘appropriate periods of time for single sessions - say every 3 nonths,
¢ months, or annually. The purpose is to reinforce and refine the
new, more effective behaviors and assist in their further
jmplementation. Each person can reassess where he is and determine
what further learnings he wishes to pursue. '

The specific methods in the above system are drawn from various échoois, ,
of group counseling such as Ego Psychology, Gestalt, Behavior Mod- B
1fication, sensitivity, Adlerian, and Theme Centered Interaction
theories. o

Counselor Training | ' | L

The above system of Action-Group Counseling has been adopted as a teaching-learn- .
- ing model for the preparation and advanced training of counselors. It has been =
succegsfully uged at Queens College in New York.City, in a progrmm,sponsoredjf{;,;¢
by the Connecticut State Education Department, and in several workshops,
The purpose of all counseling is to help a person acquire new, more effective = .
behavior. Thigtis,léarning.:,Counse1ing;iegagteéchingelearntns‘proce88.;$1n¢e 5
1t dealo with the whole person and not only the acquisition of knowledge, it .
18 a richer teaching-learning modality than the typical school curriculum pro«
vides, It generates a high degree of emotional intemsity and hence a high de-
gree of fnvolvement or motivation in the process. . - e e T

Learning theéfy.teachesnthatfﬁebbleﬁlearn,sy 1m1£étion£ij£ counselor trainers
‘are counseling thair trainees and modeling the other behaviors to be leaxned,
these_behav;ors;are‘likelykto be imitated, =~ - R
Zeérhing"theéry ;eacheé,that'leétﬁihgfis‘ﬁdté‘likéiy t§bé_apﬁiigd’th¢;g§fé*};;l ’

- closely the learning situation resembles the one the learning is to be applied -
ity A EE e e R e e

~ And learning theétyfh91dechét 1eérhithis.chuiréd tBtO6éh;§11¢1t1ng;Béhavibr7
~rewarding it, practice, feedback, and further reinforcement. . - . .

Ve bolteve that ustig sensttivity tachniques and other counseling nethods In the
£ learning leads to greater skill as a counselor, The -
ble changes in the attitud

, ing effects important and dura
perdonalities of people fnvolved. . =
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We feel that engaging beginning trainees in counseling one another immediately
and in counseling others both individually and in groups provides ‘for immedi-
ate recognition of what has to be learned and immediate application of every-
thing that is learned., This creates a high degree of motivation for learning.

We believe it is important to encourage the trainces to plan and immediately

prackice their new behaviors outside the group while the group continues ite
support and reinforcement.

The anvironment in which the training takes place should be similar to the
environment that the counselor will structure on his job.

With the above ideas in mind, we have designed a number of counselor training
programs, each different in terms of the training level of the participants
and the specific objectives of the training., The model can also be used for

in-service training by an institution or to teach any content in which inter-
personal behavior is a central focus.




. .8-

Training For Institutional Change

The goals relevant to institutional change are set as counseling thewes and
appropriate activitics are designed for learning and implementing new behavior
following the model described above.

Brief Outline of a Sample Workshop

The workshop 1s designed Lo enable professionals {mmediately to become
engaged in a systems change process in their own institutions involving
group work and group climate. The workshop is cooperatively designed with
representatives of the communities involved to meet the needs expressed
and specific selectirn and recruitment procedures devised.

1, Pre-sessjion activities.

A. Bibliography: read in specific sources to obtain
a common base to cognitive knowledge.

B. Think about self as an agent of change and as
a group worker.

C. Evaluate institution and formulate a plan for
change involving group process,

D. Assess own strengths and resources relative to
implementing such a plan.

E. Secure commitment to an institutfonal change process from
the administrative leaders of the institutions involved.

2. Orjentation session

A, Introduction. :

B. Discussion of the program, how each person fits in,

~ and the personal objectives of each member.

C. Division into small groups based on similarities of needs.
D. Collection of research data,

3. Intensive Week's Workshop

A, Self-awareness session: 2 days, 20 hours, intensive group
B experience.c Build group cohesion, develop self-awareness,
_effects on others, clarify goals, identify. strenbths and self-
: defeating behaviors, learn new ways of communicating:
‘f"AmOng themes. ”I as a leader and change agent."_;

yh(T'Supervised P; cticum in group process:~f~~‘"*=‘*r"'>
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C. Planning and Problems Seminar

Small group discussion of plans for institutional chenge
and their refinement, "How I can be more effective in my
Job'', Role playing implementation of plans.

D. Comrunity Participation Session

Small group discussions using Action Counseling model with
nopulations representative of the ones fnvolved in the
projected changes. Explore their perceptions of siktuation;
the needs and goals they identify for themselves, and how they
can communicate and cooperate with counselors to achieve

those goals, Small group discussions to refive plans

for change taking into account new perceptions derived from
earlier discussions with sample populations.

E. Periodic Evaluation: After major activities each day, evaluate
expericnﬂe and integrate in terms of siguificance, knowledge,

skills, feelings, and personal growth.

F. oncluding Integrative Session., Recap sensitivity experience
to further extend personal awareness, integrate what has been
learned into self reinforcement of new behavior. Evaluation
of experience to date. Agenda for further implementation

of the institutional change plan.

Supervision and Implementation ~ 8 weeks.

Weekly sessions to supervise and refine implementation of plane through
feedback, evaluation, and reinforced continued discovery of new

theory and methods applicable to the plans.

Support and encouragement

by group to each individual, Integration of experiences in the field

in terms of own feelings and own growth. Key people and supervisors in th,
institutions meet periodically with the members 80, they. are involved WIth ;

the changes being implemented.,

Follow-up WOrkshopg

S Training group meets twice per year for further refinement, , Aeiin s
o reinforcement, ‘and support.: Group ¢reates own. steering committee G

to hold more- frequent meetings as. needed wi

ut training ”taff o




-10-

The trainees are thus engaged in creating the desired changes in their
institutions all through their training., They can use the model of

Action Group Counseling in which they are being trained as the means for
stimulating the changes. Each principle of the model applies. For example,
every person in the institution has his own needs and goals and desixes to
feel accepted as a person in the institution. The plan for change should

glve each person such a feeling of acceptance., He should see that his needs,
goals, and personal growth are taken into account and that he has influence in
the ptrogram of change. In the same manner each principle of Action Counseling

48 fmportant to the success of the changes sought and should be part of
the plan and its implementation. ~

By relating to the people in an institutional group in this manner the

frustration of trying to force innovations can be transformed into the
joy of personal growth,




